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ABSTRACT 
Achieving high levels of quality has become an increasingly important element in 
competitive success. To enhance their competitive positions, many companies in Hong Kong 
have adopted Total Quality Management (TQM) in managing their business. Total quality 
management is a customer-focused, strategic and systematic approach to management that 
emphasizes continuous improvement in quality. This project discusses the concepts 
underlying TQM and the ways to implement TQM in practice. A real case - T Q M in Chase 
Manhattan Bank - is also examined. 
In the literature review of this project, philosophies of quality gums include Deming, 
Juran and Crosby are studied. They all emphasized on the importance of top management 
commitment, employee participation and continuous improvement. Six criteria are identified 
as important for a successful TQM program. They are leadership, strategic quality planning, 
information and analysis, human resource development and management, process quality and 
customer focus and satisfaction. The case is then analyzed according to these criteria. It is 
found that Chase Bank is strong in leadership and strategic quality planning. But areas like 
training and process management still have rooms for improvement. 
Recommendations for the company are mainly aim at improving the training and the 
commitment of employees. They include revising the training procedures, applying for award, 
performance tied reward system and activities that improve the company's communication. 
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In recent years, more and more attention is being paid to quality. Providing 
excellent product and service quality has become the key to success in competitive 
markets. For a lot of world-class companies, quality is their first priority. Managing 
quality has became an important challenge for today's managers. In response to this, 
many companies are adopting a new management practice: the Total Quality 
Management. 
Total Quality Management (TQM) is an approach to management that focuses 
on quality as the key to success. It emphasizes total commitment of all employees and 
continuous improveinent. In Hong Kong, many companies have already started to 
adopt TQM. A majority of firms adopting TQM are manufacturing firms. There are 
two main reasons for that. Firstly, the Hong Kong government has spent a lot of 
efforts in promoting quality management to manufacturing firms. Secondly, the 
traditional advantage of low cost labour is disappearing for Hong Kong 
manufacturers. Facing the competitive international market with increasingly 
emphasis on quality, Hong Kong manufacturers are compelled to improve the quality 
of their products. A lot of overseas buyers now require their suppliers to achieve the 
ISO 9000 certification, which is becoming a symbol of quality. TQM become the 
way to remain competitive in the international markets. 
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people usually connect quality with products and relate TQM or ISO 9000 to 
manufacturing firms. But as Edward Deming once stated: 'in the service industry 
workers do not think they have a product. They just think they have a job. They do 
have^a product - service.' Quality is as equally important to a service business. For 
a manufacturing firm, quality is more well-defined and measurable, e.g. defect rate. 
On the other hand, quality in a service business is less well-defined and intangible. 
It is more difficult to measure service quality and the effect of TQM may be less 
obvious. But no matter what kind of business it is, a focus on quality is the only way 
to ensure competitiveness in nowadays market. 
The ways to adopt TQM vary from companies to companies. Not all 
companies are able to adopt TQM successfully. TQM sounds easy theoretically but 
the way to implement it is critical to its success. In this project, the implementation 
of TQM will be discussed and a real case, TQM in Chase Manhattan Bank, will be 
examined. 
There are three objectives for this project: 
1. To try to understand the concepts of TQM and the critical factors for a 
successful TQM program. 
2. To study how TQM is implemented in practice by examining the case of 
Chase Manhattan Bank. 
3. To evaluate the TQM program in Chase and make recommendations. 
The methodology will be described in the next section. Following that is a 
literature review on TQM. Then the TQM system in Chase Bank will be discussed. 
The evaluations and recommendations will be given in the final section. 
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C H A P T E R II 
M E T H O D O L O G Y 
When I read about cases on TQM, I found most of them are on manufacturing 
companies. Since I 'm especially interested in banking industry, I decided to examine 
cases in this field. There are several reasons why I choose to study one company 
instead of choosing to study the whole banking industry: 
1. Limited sample size: In Hong Kong, there are no formal statistics on 
companies that adopt TQM or other kinds of quality programs. According to 
the record of Hong Kong Productivity Council, only a few banks in Hong 
Kong are adopting the TQM. Due to this limited sample size, it would be 
difficult to make an analysis of the whole industry. 
2. More thorough analysis: By studying only one company can enable the 
performance of a more thorough analysis. Moreover, Chase Bank has a quite 
comprehensive TQM program when compared to other banks in Hong Kong 
and is an appropriate case to examine. 
The information is collected from two major sources: 
1. Literature Review: This included a review on current literature about TQM 
from journals, magazines, books, training manuals, researches and other 
information from the Hong Kong Productivity Council, the Hong Kong 
Management Association, the HK Quality Assurance Agency and the Industry 
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Department. 
2. Collection of company information: Secondary information about the 
company's background were found from magazines and newspaper. Several 
interviews with staff in Chase Bank were carried out to obtain an 
understanding of the TQM implementation in their bank. Interviewees 
included the management and employees in the TQM department, Training 
departinent, and some of the participants in the Quality Improvement Teams. 
In the literature review, the critical factors for a successful TQM 
implementation will be examined. These factors will be used as criteria in evaluating 
the TQM program in Chase Manhattan Bank. The strengths and areas for 
improvement for the program will be identified. Finally, recommendations will be 
made according to the evaluation. 
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CHAPTER III 
T O T A L q u a l i t y M A N A G E M E N T - AN O V E R V I E W 
Impor tance of Quality to banks 
During the past few years, many changes have taken place in the banking 
industry to. change the types of products and services provide to the consumers. In 
the past, the major factor to compete is convenience. As long as a bank can provide 
a large and convenient branch network, it would attract customers and thus generate 
profits. 
This is no longer the truth. Customers of the bank have changed. The new 
generation in Hong Kong, on the whole, is better educated, more sophisticated and 
more demanding. Their definition of convenience has changed. Customers now 
demand not only financial services that are available where they want them, but 
when, and in a manner that is highly tailored to their increasingly individualized 
needs. 
Moreover, the competition within the industry has increased. Types of 
products and services offered by the banks are getting more similar. Banks can no 
longer compete based on types of products or branch network alone. They have to 
distinguish themselves from their competitors by improving quality in both their 
products and service. 
Today, service is especially important for banks. Poor service becomes the 
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major reason why companies lose their customers. Research showed the following 
findings^: 
- Sixty-eight percent of the customers who stop doing business with a company 
do so because of poor service. 
- The average unhappy customer tells nine other people about the experience. 
Thirteen percent tell twenty or more people. 
- Losing a customer costs as much as five times the annual value of that 
customer's account. 
On the other hand, superior service provides companies with exceptional value: 
_ An undifferentiated product accompanied by outstanding service can command 
up to a 10 percent price premium. 
- The average happy customer tells five other people and many of these become 
customers of the business that was praised. 
Therefore, service quality is an especially important factor to gain competitive 
advantage. Another benefit of increasing quality of products and service is to reduce 
the costs2. This is because of the increase in efficiency leads to reduction of 
resources needed. Other costs related to bad quality, including lost of customers, lost 
of reputation and effects of negative word-of-mouth, will also be reduced as quality 
improve. 
The quality of products and service depend not only on the person who deliver 
1 Source: A.T. Kearney, "Creating the Environment for Total Quality Management". 
2 Source: "The Six Steps to Six Sigma," Motorola Malcolm Baldrige Quality Seminar 
1989. In contrary to the traditional view that increasing quality cost money, Motorola 
found that the more quality increase the more costs go down. Although Motorola is 
a manufacturing company, the underlying reasons for the findings also apply to any 
firms. 
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the product, it also depend on the people who take part in producing the product, i.e. 
the supporting departments for branch network. Total quality management is a way 
to improve the quality of both the products and service by involving all employees 
within the company in the quality improvement process. 
History of T Q M 
The quality movement can be traced back to 1940s, when Taylor 's method 
was widely used in U.S. and worldwide. Companies used a combination of final 
inspection and post production adjustments to ensure quality. Quality was generally 
viewed as the responsibility of only a few, but not all employees. The quality 
function was separated from areas such as planning, design, production and 
distribution. At that time, two American management scientists, Dr. W. Edwards 
Deming and Dr. J .M. Juran tried to convince American companies that quality needs 
to be integrated into other business functions - not just quality control or inspection. 
However, America was extremely confident with its production process and still 
viewed quality as an inspection after process. 
After the war, Japanese goods had a reputation for low quality and not 
competitive in the market. The Japanese then organised a lot of 'study tours' to 
Western companies to learn their industrial practice. Dr. Deming and Dr. Juran, two 
American management scientists, were invited to Japan to give a series of lectures on 
quality. The Japanese readily took up their quality messages and began a movement 
in Japan. This has resulted in quality being automatically inbred into all Japanese 
products and services. Japanese products became more and more competitive and 
started to dominant the world markets. 
In recognition of the success of Japan, companies in U.S. and all over the 
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world started to adopt total quality management. In 1987, U.S. established the 
Malcolm Baldrige Award which is designed to recognize companies that have 
successfully implemented total quality management systems. In Hong Kong, the 
quality journey started when Hong Kong Productivity Council introduced Quality 
Circle program to Hong Kong companies in 1981. But this had not caught much 
business attention until 1989, when Governor Lord Wilson launched the Quality 
Awareness Campaign. Since then, more and more companies get interested in TQM 
and ISO 9000. 
ISO 9000 is one of the international standards for quality management systems. 
The ISO 9000 series was published in 1987 by the International Organization for 
‘ S t a n d a r d i z a t i o n . More than 52 countries have adopted it as their national quality 
system standard. In 1989，the Hong Kong Government established the Hong Kong 
Quality Assurance Agency (HKQAA) to provide independent third-party ISO 9000 
certification for companies. According to HKQAA, more than 150 Hong Kong 
companies have received certification from HKQAA^ up to the end of 1993 and over 
200 other companies are in the final stages of preparing for audit. Among the 
organisations which have developed a keen interest in ISO 9000, 19% are trading and 
services companies^. For details of ISO 9000 series, please refer to appendix 1. 
In 1991，the Hong Kong Management Association has also established a 
quality award for companies with outstanding performance in quality management. It 
is a Hong Kong version of the American Malcolm Baldrige Award and it has 
3 Source: HK Quality Assurance Agency, "ISO 9000 Certification - Buyer's Guide." 
4 HK Quality Assurance Association, "Quality Quest", December 1993. 
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adopted the criteria of the American Award to suit the Hong Kong environment. See 
appendix 2 for a review on the HKQAA Quality Award criteria framework. Rank 
Xerox became the winner for this first time Award. 
In the future, quality management will become a more and more important 
trend in Hong Kong. The HK Government Housing Department already requires all 
contractors to have ISO 9000 certificates to qualify for tender-bidding. Changes like 
the unification of the European Community market and the China's rejoining to 
GATT will add concern for quality management among various industries in Hong 
Kong. 
Definitions on Quality 
To manage quality, one has to understand the meaning of quality. Many 
people have different definitions of quality. Indeed there is no single agreed 
definition. Crosby defined quality as 'conformance to requirements'. Juran viewed 
quality as 'fitness for use'. However, these definitions are not always correct. 
Quality must be defined by the customers. Just by saying quality is 'conformance to 
requirements' or 'fitness for use，can be misleading unless the requirements or usages 
meet customer's needs. 
Every organizations should clearly define what quality is to them. For 
example, Xerox defined quality as 'providing external and internal customers with 
innovative products and services that fully satisfy their requirements.'^ This is an 
example of defining quality in view of customer needs. 
There are also many other terms associated with quality. Some of the most 
5 Xerox, "Leadership through Quality". 
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common ones are Quality Assurance, Quality Control and Total Quality Control. 
Quality Assurance is often applied to the system adopted by organizations for 
inspecting and detecting faults and tracing them to their origins in order to prevent 
their recurrence. 
Traditional, Quality Control (QC) is the term used to describe the inspection 
of the outputs to detect faults or non-conformance after they have occurred. 
However, Japanese have a different definition on Quality Control. According to 
Kaoru Ishikawa, "to practice quality control is to develop, design, produce and 
service a quality product which is most economical, most useful, and always 
satisfactory to the customer. "6 Therefore, it is more than just checking the end-
results. It involves process control using techniques like Fishbone diagram and 
various statistical techniques. 
Total Quality Control (TQC) can be considered as a Japanese version of TQM. 
The concept of TQC was originated from Dr. Armand V. Feigenbaum. TQC, to put 
it simple, means that everyone in every division in the company must study, practice 
and participate in quality control. 
Definition of Total Quality Management 
Total Quality Management is the term applied to the approach which 
organization adopt to improve their performance on a systematic and continuous 
basis. This is achieved via the involvement of employees throughout the organization 
in satisfying the total requirements of every customer, both external and internal, and 
the development of processes within an organization which are error-free. There are 
6 Ishikawa, Kaoru, "What is Total Quality Control?". 
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four key elements that form the foundation of TQM. They are People, Continuous 
Improvement, Process, and Customer. The chart in appendix 3 shows an example of 
an implementation plan for each of these four elements. 
people is critical in TQM. Everyone in the organization is responsible for 
continuous improvement. Problem solving is not the responsibility of the management 
team alone. Real change will occur only when employees work in teams, are trained in 
quality improvement techniques and are empowered - given the authority, 
responsibility and accountability - to do whatever is necessary to delight the customer. 
The overall change process must be driven by top management, who must be proactive 
and highly visible in supporting change. 
Continuous improvement embodies the fundamental principle of quality. This 
involves the use o f P D C A (Plan, Do, Check, Act) cycle which will be discussed in later 
section. Other tools like the problem-solving process, quality improvement process 
and benchmarking process also help in continuous improvement (See appendix 4). 
The fourth element, customer, is the primary focus of TQM. Quality is defined 
by the customer. Whatever does not meet or exceed customer expectation - by 
definition - is not quality. 
There are a number of management scientists who have made a major impact 
on quality movement. These gurus have different philosophies, but they all agree that 
quality is a long-term process and that total quality management involves the 
continuous process of responsiveness to customer requirements. All agree that 
commitment by top management, employee participation and training are also basic 
tenets of a total quality program. Below is an outline of their philosophies. 
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W. Edwards Deming 
The traditional view on quality is that improving quality added to production 
cost, which thus decrease the profit of a business. Quality was considered as an 
unnecessary and costly investment. Deming challenged this belief by arguing that 
continuous quality improvement would lead to higher productivity, lower cost, higher 
prices and an increased share of the market. He was convinced that by using 
statistical quality control methods, the quality of manufactured products could be 
increased dramatically and the number of defects could be decreased dramatically. 
He emphasized the necessity of breaking down barriers between departments and 
problem solving using multi-functional groups. He suggested that 94 percent of the 
quality problems are the responsibility of management and he had devised 14 
principles for implementing TQM (See Appendix 5). 
There are three key ingredients in Deming method: constancy of purpose, 
continual improvement and profound knowledge. Constancy of purpose is the first 
of the fourteen points. It requires companies to know what business they are in and 
how to stay in that business. Continual improvement is the fifth point. It simply 
means that nothing is ever good enough and the system must be continually improved. 
Profound knowledge is not one of the fourteen point. It is actually what managers 
need to apply the fourteen points effectively to each situation. 
J,M, Juran 
Juran's key concept is 'management breakthrough'. He made a distinction 
between control/inspection and breakthrough/prevention. In a control situation (i.e. 
traditional management), management believes that the present level of performance 
is good enough or cannot be improved and so management objectives are aimed at 
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maintaining current performance levels. In a breakthrough situation, present levels 
of performance are considered as not good enough and can be improved through the 
identification and elimination of problematic systems. He instructed that massive 
training is a prerequisite of quality. He defined quality as 'fitness for use，. The 
basic quality mission of a company is to make products that meet the needs of the 
users. 
Juran also believes that all major quality problems are interdepartmental and 
so pursuing departmental goals can undermine the overall company quality mission. 
He has proposed 10 steps to quality improvement starting from building awareness 
to continuous improvement. (Appendix 6) 
Philip B. Crosby 
Crosby best known concepts are 'Do it right first time' and 'Zero defects ' . 
Crosby has four basic Absolutes of Quality Management which states his philosophy. 
The first is that "the definition of quality is conformance to requirements," not 
specifications. The second absolute is "the system of causing quality is prevention." 
The third absolute is "the performance standard for quality is Zero Defects." He 
criticized the use of statistically based quality methods as they all accept as inevitable 
that some things will go wrong at some times. The final one is "the measurement of 
quality is the Price of Nonconformance." People management is also important to 
Crosby in terms of motivation. 
Crosby has 14 steps to quality improvement (see appendix 7). They 
emphasized the commitment of top management in the first place. Then the quality 
improvement efforts is promoted down the organisation through quality committee 
and teams. Finally, like all the other quality gurus, he emphasized the importance 
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of continuous improvement. 
Critical factors for a successful TOM program 
To implement a successful TQM program is not an easy job. Some companies 
reported great success with their quality programs while some have failed. Though 
different companies use different approaches, some critical factors for a successful 
program can be identified. Some of them are revealed in the philosophies of the 
quality 'gurus' as discussed in the last section. Together with the Malcolm Baldrige 
Award criteria (Appendix 8)，a list of critical factors for a successful TQM program 
is drawn as follow. 
Leadership 
1. Top management is committed to quality. They are actively involved in 
promoting the importance of quality and customer satisfaction. They should 
demonstrate their involvement in terms of time, effort, commitment, 
persistence and visibility. They take part in activities such as speeches, 
meeting with employees, meeting with customers, giving formal and informal 
recognition, receiving training, and training others. 
2. Top management has developed and communicated a set of company quality 
values. The key values of TQM should be understood by the entire 
organisation. 
3. Middle management support is crucial to the success. What employees focus 
on in their jobs is usually dictated by what their supervisors emphasize. If the 
supervisor places no emphasis on quality, the quality program won't be 
successful. 
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Strategic Quality Planning 
4. Quality planning is integrated with operational and strategic plans. It provide 
strategic direction to quality teams so that their efforts are channelled toward 
tasks that would give the company a strategic edge over its competition. If 
they are not tied, the quality strategy may focused on improvements which 
have nothing to do with the company's critical success factors. 
5. Clear and aggressive goals are set. Successful companies set aggressive 
improvement goals in strategically significant parts of their operations and 
quantified the goals clearly. 
Information and Analysis 
6. There is excellent advanced technological support of the information and the 
quality information is well organized to support quality management. 
7. Use of Benchmarking as a mean of setting ambitious quality goals. Successful 
companies are benchmarking their performance not just against the "best-in-
class" among their competitors but against the "best in class" for the particular 
—function or activity measured worldwide. 
8. Evaluate the quality program against establish standards e.g. Baldrige Award 
criteria. The results of the evaluation can identify the weak areas and focus 
attention on the areas that need improvement the most. 
9. Establish quality standards and measurements to provide employees with ways 
of assessing and performing their work, solving problems and improving 
quality. 
Human Resource Development and Management 
10. All employees should have received basic quality training. After the training, 
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provide opportunities for them to apply the skills in a real situation. 
11. Employee empowerment is an important part of the quality initiatives. 
Employees are given increased authority, responsibility and accountability. 
Employee involvement leads to improved trust between management and 
labour, better organizational processes and improved decision making. A 
research? show that when staff deal directly with complaints, they are likely 
to arrive at quicker and less costly settlements than if complaints are 
channelled through a formal complaints procedure. 
12. There is a suggestion system with a required response time. Successful 
companies usually have a substantial percent of employees submitting 
suggestions. 
13. Establish good internal and external communication to ensure that all 
employees are kept informed of the objectives and priorities of the company 
in general and their department in particular. Total quality companies are 
usually flatter, leaner, fast in understanding and responding to their customers' 
needs and expectations. 
14. Provide recognition and reward to individuals or groups for their quality 
improvement effort so as to ensure employees are encouraged and motivated. 
Management of Process Quality 
13. Processes are well defined and measurement of the service production 
processes has been developed. 
14. Processes are improved by quality improvement teams which efforts are based 
on the effective use of well-developed problem-solving process supported by 
7 Sarah Cook, "Customer Care". 
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analysis tools. 
Customer Focus and Satisfaction 
15. The company is customer focus. It emphasizes satisfying customer needs. 
Use of all "listening posts" - surveys, product and service follow-ups, 
complaints, turnover of customers, employees survey, surveys go beyond 
current customers, e.g. competitors' customers, potential customers. 
16. Some well-defined customer service standards are developed and they are 
often tracked, e.g. things like time to answer the telephone and response time 
to queries or complaints. 
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CHAPTER IV 
TQM IN CHASE MANHATTAN BANK 
Reason for implementing TOM in Chase 
In 1950s and 1960s, Chase had been one of the two biggest banks in the 
world. In size, Chase was bigger than what is now Citibank and second only to Bank 
of America. However, Chase has fallen down the list of big banks until today it is 
only number six in size in U.S.^ In 1990, a new CEO Tom Labrecque was 
appointed. Research was done which identified that no Chase business was rated 
number one in service quality by customers. Labrecque and president Arthur Ryan 
realized that to turn Chase around, the service quality need to be improved. Quality 
improvement became the highest priority and Chase started its TQM journey 
worldwide. Chase Hong Kong is the first in Asia Pacific to implement TQM. 
Fundamental principles and values of Chase TOM 
Before examining the implementation process of TQM in Chase, I would like 
to discuss their TQM principles and values first. In Chase, quality is ’ meeting or 
exceeding the needs and reasonable expectations of customers and other stakeholders 
through the provision of product, services and the consequences of operations'. 
8 Matthew Schifrin, "Chase Manhattan's unsung turnaround", Forbes. 25 October 
1993. 
19 
Customers include both the external customers and internal customers. Stakeholders 
are those who have vested interest in the products, services and the operations (e.g. 
customers, employees, shareholders etc.). 
For Chase, TQM is their vehicle on the quality journey. They defines TQM 
as the systematic achievement of customer and stakeholder satisfaction through the 
coordinated actions of all employees and departments in an organization. Figure 1 
shows the framework of Chase TQM. 
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Three fundamental principles 
There are three fundamental principles underlying TQM: Management by fact, 
continuous improvement, Plan-Do-Check-Act. 
Management by fact is to make the best possible decisions regarding the 
delivery of quality products and services to customers through the use of objective 
data, not by instinct. Data should be properly organized and analyzed so as to enable 
the quantification of present situation, tracking of process, identification of gap 
between what is and what should be, and verification of root causes of a problem or 
results of countermeasures. 
Continuous improvement is to perform better every time. It should be part 
of all operations and of all work unit activities. In order to meet or exceed the 
customer expectation all the time, an organization must continuously improve their 
job. Improvements may be of several types: (1) enhancing value to the customer 
through new and improved products and services; (2) reducing errors, defects, and 
waste; (3) improving responsiveness and cycle time performance; and (4) improving 
productivity and effectiveness in the use of all resources. 
Plan-Do-Check-Act is the vehicle to achieve continuous improvement. This 
is a cycle which goes through four stages: plan it, do it, check the results of actions, 
act upon the findings. After that, lessons learned are applied to future activities and 
the cycle turn around again (Figure T f . 
9 The P-D-C-A cycle is also called the Deming wheel. Ishikawa has redefined it by 
dividing it into six categories: (1) Determine goals and targets; (2) Determine 
methods of reaching goals; (3) Engage in education and training; (4) Implement work; 
(5) Check the effects of implementation; (6) Take appropriate action. 
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Figure 2 
Continuous Improvement through the Plan-Do-Check-Act Cycle 
Continuous Improvement 二L 
/ - P N Z Do /A P\ / Check ( ^ I Z Action V ^ i ^ A ^ 
i § r 
y ^ ^ y ^ ^ Improvement 
/ \ 
Standardization 
P-D-C-A is a concept that can be applied to any process, from getting to work 
each day to managing operations. It is also the underlying concept of the Quality 
Improvement Story. 
The Five Values 
Besides the principles, Chase has incorporated a set of five values which 
enabled them to achieve their vision. They are customer focus, respect for each 
other, teamwork, quality, professionalism. 
Customer focus emphasizes meeting the needs of the customers to ensure 
continuous customer satisfaction. This requires the identification of the customers, 
both internal and external, and understanding of their needs. 
Respect for each other means respecting other people ideas, their desire for 
personal development and recognition, and their capacity for self-motivation. This 
value is fundamental to the concept of empowerment. 
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Teamwork is the understanding that all employees are part of a team. Chase，s 
successes, rewards and failures are shared by all the employees. 
Quality means meeting or exceeding the needs of customers and stakeholders. 
It is achieved by applying continuously the P-D-C-A process in order to attain 
continuous improvement. 
Professionalism should exist in all aspects of the job, not just in appearance. 
It can be shown in the skills and talents of employees, knowledge about customers 
and level of integrity. 
The three components 
The implementation consists of three components: Priority Management, 
Employee Involvement and Process Management. 
Priority Management is the approach which translates the organization's 
mission into action. Firstly, the purppse and mission are established by considering 
the needs of customers. From that, goals and priorities are deployed. By focusing 
on key priorities, resources can be more effectively allocated. Task teams are then 
formed to work on the priorities. This is a leadership driven process targets the 
achievement of performance breakthrough. 
Employee Involvement is the approach that promotes continuous improvement 
in company wide performance through people. Employees participate through task 
teams and functional teams. Another means is to design and manage an employee 
suggestion program to increase employee involvement towards improvements not 
requiring the efforts of teams. 
Process Management is the approach for maintaining gains, preventing 
problems, optimizing resources and aligning every employee with organizational 
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objectives. By analysing the existing processes, employees can find ways to improve 
them. This is critical to problem prevention and continuous improvement. 
TQM implementation in Hon轻 Kong 
Creat ing Awareness 
In June 1991，Chase started TQM in Hong Kong. Basically, the TQM 
program in Hong Kong was very similar to that in Chase U.S. Firstly, a TQM 
department was formed to initiate, coordinate and facilitate the quality activities in 
Chase Hong Kong. In this earliest stage, efforts were mainly concentrated on 
creating awareness. An one-hour orientation program was conducted for all the 
employees. The purpose of the orientation is to introduce to the employees the basic 
concept and values of TQM. Within three months' time, all the 1,300 employees in 
the Hong Kong Office have attended the TQM orientation session. The new 
employees orientation program has also been revised to include the TQM 
introduction. There were also other efforts in enhancing awareness. TQM posters 
were displayed in staff common room and lift lobby. TQM values like，Respect the 
others' and 'Plan-Do-Check-Act' were printed on company notepad and memopad. 
Other promotional materials included videos, newsletters bookmarks, pens and pencils 
etc. 
At the same time, team leader and member training were also organized. The 
courses lasted for 4 days and they were concentrated on the techniques used in 
problem solving within a team. These courses were not compulsory as was the 
orientation session. They are taken on a voluntary basis. Managers in the 
department can also nominate their staffs to attend the training course. These courses 
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were taught by the trainers in the Training department. The content of the course and 
the course manuals were copied from Chase U.S. 
Quality Improvement Teams 
A few months later, eight quality improvement (QI) teams were formed. They 
/ 
were organized on a voluntary basis. These teams were formed to solve a certain 
problem in areas that were assigned by senior management earlier on. However, they 
were free to choose their own problem statement within the assigned areas. 
In contrast to Quality Control Circle (QCqI。，which is a small group to 
perform quality control activities continuously, the QI team is more like a task team in 
nature. After completion of its mission, the QI team usually disband. 
A QI team consisted of 4-8 people from the same department It includes 
several team members, a team leader and a facilitator. A team leader is responsible to 
lead the team meetings and guide the team through the Quality Improvement story. 
He is also a communicator between the team and the supervisor and the facilitator. 
The facilitator's basic function is to be the "cultural change agent" and a consultant to 
the team leader. His key roles are to coach, to coordinate, to promote team activities 
and to observe the team's progress. Every team leader, member and facilitator must 
have already attended the related training. They worked according to the seven steps 
in the Quality Improvement (QI) story. 
QI story is a logical and simple approach to solve problems. It provides a 
framework for analytical consistency throughout the organization and a standard way 
of communicating team progress and recommendations. There are seven steps within 
10 QCC usually involves a voluntary problem-solving group made up of staff in same 
department or unit. Upon completing one theme, the same team will work on 
the next one as an on-going activity. These teams are sometimes called 
functional teams. 
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the QI story: 
1. Identify a theme (problem area) and the reason for working on it. 
2. Select a problem and set a target for improvement. 
3. Identify and verify the root causes of the problem. 
4. Plan and implement counter-measures that will correct the root causes of the 
problem. 
5. Confirm that the problem and its root causes have been decreased and the 
target for improvement has been met. 
6. Prevent the problem and its root causes from recurring. 
7. Plan what to do about any remaining problems and evaluate the team's 
effectiveness. 
During the QI story, teams would applied the tools and techniques they learn 
in the training. The tools include Fishbone (Ishikawa) Diagram, Checksheet, Control 
Chart, Graphs, Pareto Chart etc, 
A QI team usually meets two to three times a month during office hour. The 
duration is about one hour. For every meeting, minutes will be taken and submitted 
to the TQM department for reference. Each QI team has a notice board in the staff 
common room. The board is used to display the team member information, the 
problems they worked on, their progress and the minutes. This enable other 
employees to know more about the teams. A report on teams' progress is also 
available every month, which is produced by the information system supported by 
MIS department. 
Teams are invited to give one to two presentations to the senior management 
during the QI story. During the presentation, they would report their progress and 
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their findings and share with others their experience. Up to January 1994, there were 
23 teams working and 3 teams completed. 
However, the management started to find some drawbacks on the existing QI 
teams. Since these teams were freed to choose their own problem statement, they 
may work on problems which are not very relevant in achieving the company's 
objectives. Therefore, ways must be found so that these team efforts are spent on 
improving the company to achieve its objective. They must start from the company 
mission and Chase moved to the second stage - Priority Management. 
Priority Management 
In February 1992, Priority management was started. It began with an 
awareness program which was conducted by consultants from U.S.，to the senior 
management. The program was to introduce the concepts and techniques in priority 
management. After that, a series of off-site meetings for senior management were 
conducted. They usually last for 2-3 days and were held in hotels or holiday resorts. 
During the meeting, the senior management has formed the mission for the Hong 
Kong & China region. From that, they have developed a list of critical success 
factors to achieve the mission. Then the factors were categorized into six business 
priorities which they agreed by consensus. Goals and indicators for the whole 
company were then set according to these priorities. According to that, each 
department also set their own goals and indicators. Problem areas are identified and 
teams will be formed to deal with the problem area. 
Process Management 
In September 1993, Process Management was rolled out. It started with a 
workshop conducting by U.S. consultants. Some employees were trained and were 
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responsible for training the others. The first phase was to introduce this as a new 
tool to existing QI teams. Training sessions were conducted to existing team 
members. The next phase is going to be training sessions for other employees. After 
the skills are learned, they can be applied to departmental work flows. Groups of 
employees will then work together to analyze and improve the internal work flows. 
Quality Expo 
In November 1993, a 'Quality Expo' was held. It is mainly an exhibition on 
the quality progress in Chase. Quality improvement teams were invited to show their 
progress and shared with other colleagues their experience. It lasted for half day. 
In order to facilitate staffs to attend this function, an extended 4-hours lunch were 
given to them. There was a high attendance rate of 90%. Award presentation was 
also carried out to address the achievements of individuals and teams. The Expo was 
considered as 'a day for celebration'. Since this was the first time that Chase carried 
out this kind of quality function, the scale was quite small when compared with that 
of other companies e.g. Motorola". This 'Quality Expo' is planned to be an annual 
function. 
Employee Suggestion Scheme 
Chase is also going to launch an employee suggestion scheme in mid-1994. 
Actually a similar kind of program had launched before in 1992 by the Human 
Resources Department. It was called Chase Voice and was launched as a result of 
the 1991 employee climate survey which indicated the need of a communication 
channel between staff and management. It was carried out as a 3 month campaign 
n Motorola organize a 'Quality Week' annually. It is a 5-day function which includes 
exhibition, showcase, seminars. 
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and two campaigns were held in 1992 and 1993. A fixed theme was set for each 
campaign and suggestions were made around the theme. A committee consisted of 
mainly middle management from different departments was formed to evaluate the 
suggestions. Around 500 suggestions were received for each campaign. Cash coupon 
is given out for every suggestion made, awards were presented to the best 
suggestions. Around 60% of the suggestions made were implemented. 
In 1993，TQM department took over this program and redesigned it. The new 
suggestion scheme will be a continuous scheme with no fixed theme. It will be 
supported by a new processing system built by the MIS department. The system will 
be able to keep track of the suggestions flow and help monitoring the response time. 
In the new scheme, the suggestions will be evaluated by the corresponding department 
heads. A new promotion campaign will be launched in May 1994. 
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CHAPTER V 
EVALUATION AND R E C O M M E N D A T I O N S 
Evaluation of the system 
Chase has adopted TQM for only around 3 years time. There have not yet 
any complete measurement on the effect of TQM on their performance. Therefore, 
to evaluate the system based on results is not feasible since results are not available. 
In this project, their system will be evaluated by examining their implementation 
method and company environment to see if they possess the critical factors for a 
success TQM adoption. The six criteria set in chapter 3 will be followed. The 
strengths are identified as below: 
Leadership 
1. The senior management is actively involved in promoting TQM. In fact, the 
TQM program in Chase was initiated from the top management. Many 
quality activities in Chase are actively participated by top managers, e.g. 
Each of the TQM training course will be attended by at least one senior 
manager during the final session and present the certificates to the course 
participants. The top management also took part in QI team activities. Most 
of the senior managers are leaders or facilitators of the QI teams. They also 
appeared in the company's videos, newsletters and gave addresses in 
communication sessions about quality improvement. 
2. They have a set of well developed company quality values which are 
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incorporated into the company missions and objectives. A lot of different 
communication channels were used to convey it down the organization. For 
example, the mission and objectives of company were displayed on banners 
hanging in the lift lobby and common area. 
Strategic Quality Planning 
3. By adopting priority management, quality goals and strategies are developed 
from the mission of the company. This ensure that key quality requirements 
are integrated into the overall business planning. The quality strategy would 
then focused on improvements that are in line with the company's goals. 
Information and Analysis 
4. Benchmarking is used as a reference tool in setting goals. It helps them in 
knowing more about their performance relative to competitors, identifying the 
successful business practices, and setting aggressive goals. 
5. They have also conducted research on customer satisfaction and employee 
satisfaction and used them to identify critical factors and to measure 
performance. Moreover, a Baldrige Assessment was conducted in November 
1993 as an evaluation of their existing system. 
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Human Resource Development and Management 
6. The company has an effective communication system. A wide range of 
different communication channels are used in promoting TQM, e.g. 
orientation programs, newsletters, videos, communication events, staff 
meetings, posters etc. For quality plans and strategies, a communication plan 
was designed to ensure all employees are aware of and understand the plans. 
There is also an employee suggestion scheme to promote the bottom-up 
communication. Moreover, organization structure in Chase Manhattan Bank 
is quite flat with few reporting levels. This also contributes to an effective 
communication system. 
7. All employees have attended the TQM orientation training. Around thirty-five 
percent of them have attended the TQM member or leader training. Most of 
the training courses last for 4 to 5 days. On the whole, the company is 
willing to invest in training. 
8. There is widespread employee recognition for various types of contributions 
relating to quality. For example, there are prizes for suggestion scheme 
competition. The QI teams have opportunities to give presentation to senior 
management. The senior vice president also sent out recognition letters for 
those who have paid effort in improving quality. 
9. Employee empowerment is emphasized. Senior management understood the 
concept and exercise it by giving more authority to employees. They are also 
involved in the planning process by translating the company's overall goals 
into specific departmental targets and developing the means to reach them. 
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Management of Process Quality 
10. There is well developed training plan for process management. The QI team 
members are all well equipped with techniques of using different analysis tools 
and they have effectively used these skills in their problem solving process. 
Customer Focus and Satisfaction 
11. They have comprehensive information on customers. They periodically 
conduct surveys on customer satisfaction. This also provide them 
measurements on this issue and allow them to keep track of their performance. 
Areas for improvement 
Some areas for improvement are listed as follow. 
1. TQM program in Chase may need to get some more support from middle 
management. This group of people is less flexible than junior staff and they 
are often too involved in their daily operation that they overlooked the 
importance of quality. This is the group which is most reluctant to change. 
2. Processes tend not to be very well defined unless for some repetitive service 
activities. One reason may be that they are still at the early stage of process 
management when only few people in the QI team know the techniques. 
3. Although a large proportion of employees have attended the training course, 
only a few have joined a quality team' l Training would have no meaning 
without applying what they learned to a real improvement situation. 
12 Out of the 35 % of employees trained as members or leaders, only one-fourth of them 
have participated in the QI teams. 
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4. Information support: It is quite difficult to determine the quality of their 
information system. However, when I talked to the staff organising the new 
employee suggestion scheme, she mentioned that the new scheme was delayed 
because the information support system from MIS has not been ready yet. 
This example indicates that there is a need of improvement. 
5. There is a need for improvement in communicating the results of T Q M to the 
employees. There are already some quality measurements in place but they 
are not quite visible to employees. It is quite wasteful not to fully utilize the 
comprehensive communication channels exist in the company. 
Recommendations 
On the whole, the TQM program in Chase can be considered to have included most 
of the factors for a successful implementation. The following recommendations are 
suggestions that will further improve the process. They are related to six issues. The 
first three concern about the three TQM components that are implementing in Chase 
Bank: Priority Management, Process Management and Employee Involvement. The 
next three consider the supporting issues for TQM: Training, communication and 
measurement. 
Priority Management 
Priority Management is a process which helps to transfer quality values into 
goals and actions. It does not end after objectives are set. An evaluation system is 
thus needed. At the end of the fiscal year, the implementation results should be 
evaluated for each function and at each department. Objectives should be checked 
to see if they are achieved and how they are realized. If targets or policies have not 
been achieved, causes should be investigated. 
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Moreover, the goals and objectives, as well as the strategies that used to 
achieve them need to be constantly reviewed and updated. It involves a better use of 
Benchmarking. Benchmarking is the process of measuring performance relative to 
competitors or other companies and identifying the key business practices which lead 
to the most productive and effective operations. Since competition will continue to 
get better, Chase should periodically review its own benchmark findings and use it 
in setting performance goals and strategies. 
Process Management 
Process management is still at the beginning stage for Chase. The first thing 
to do is to train all the staff in the company on the techniques of process 
management. Some recommendations on training will be discussed later. All staff 
should be trained to use Process Flowcharts (PFCs) and then they will be involved 
in redrafting all their procedures in this form. It can be done in teams within the 
same department or cross functionally. Then key processes with the highest priority 
should be identified and improved by using the techniques learned in the training. 
Cross functional teams should be encouraged, especially for processes that involve 
several functional areas. Moreover, cross functional team enhance the members' 
understanding in the overall business process. 
Employee involvement 
To enhance the employee involvement in TQM, pay should be tie to performance. 
The company can use more performance related paying system e.g. gain sharing, pay-
for-knowledge, small group incentives. The aim is to let the employees to share the 
success of the company as a result of their quality efforts. 
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Training 
As mentioned before, most of the employees do not have chance to practice 
what they have learned during the training. However, people can learn new patterns 
of behaviour by doing, not by sitting in workshops. Without practise, it would be 
difficult for them to apply the skills to work. A suggestion is to let the groups of 
employees to select a problem or project for application of the quality process and 
tools during the training. After the training, they can use the quality process learned 
and continue to work together on the project chosen. This allows the employees to 
get hands-on experience in using the techniques. A facilitator should be assigned for 
each group and act as a counsellor to encourage and support them. 
Another recommendations concerning training is to conduct training "cascade.” 
Firstly, train the trainers course is provided for the managers. After the trainer 
course, the managers become the trainers and will be responsible for training their 
subordinates. This method would be an appropriate one for the coming process 
management training and there are several benefits relating it. Firstly, the training 
itself is able to be carried out at times which are convenient to the workplace, rather 
than having it to fit into a central schedule. Secondly, in conducting staff training, 
the manager or supervisor has a greater understanding of service standards and is able 
to more adequately maintain and review these. Thirdly, training by managers 
encourages a two-way dialogue and allow an atmosphere of discussion and problem 
solving to be encouraged. It is a way to get more middle management participation 
and to show other employees their commitment to quality. 
Communication 
To improve communication internally between department, company should 
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help employees in different department to get to know each other. Some 
presentations and videos by different departments can be made to introduce their 
work. This can also be done during the annual event Quality Expo with each 
department setting up their own counters and introducing their work. By doing so 
will help employees to understand more on how their work will contribute to the 
company's success and the relationship between them, the external customers and the 
internal customers. This will help them to become better customers to their upstream 
suppliers and better providers to their downstream customers. By know more about 
other departments will also break down barriers that exist between functions. 
Business presentations given by managers to small groups of staff can also be 
conducted. These presentations can be carried out every six months. The content 
should cover business objectives and a review of the last period performance, together 
with the plan for next period. By doing so will enhance employees understanding on 
company business plans. 
The external communication should also not to be ignored. Exchange of ideas 
with other companies will benefit all. Seminars or meetings with other companies 
can be conducted. Guest speakers trom these companies can be invited to speak on 
quality related topics. It is a way to exchange experience and it can also show to 
other employees that commitment to quality has become the norm for every business. 
The company should also apply for Quality Awards like the HKMA Quality 
Award. There are several advantages relating to this. The Award guidelines contain 
criteria that describe a world-class total quality organization. The company can 
compare itself to this ideal, identifies its areas for improvement and then develops 
plans to implement the required improvement. This is a good chance for company 
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to get an objective appraisal of its quality effort. It provides management an external 
focus that helps in judging the company's performance and in setting future goals. 
It also provides a common goal for all the employees. Moreover, if the company is 
able to do well in the Award, it will provide recognition and motivation for the 
employees in improving quality. 
Measurement system 
To achieve continuous improvement, a complete and effective measurement 
system is the essential. Apart from measurement in financial performance, the 
employee relations, customer satisfaction and improved operating procedures are also 
part of a measurement system. 
Measurements in employee relations indicates how involved and motivated the 
work force is. Trends in attendance, turnover, days of sick leave and employee 
suggestion received give some information on this issue. Another major source is 
through employee survey. Rather then carry out one big survey in every two year, 
employee survey can be conducted more frequently in a smaller scale. A random 
sample, say 20% of staff, can be selected to participate the survey. The survey 
should cover important topics including the following: 
a) Employee's attitude towards the customer and service quality, both internally 
and externally. 
b) The understanding and communication of mission and vision. 
c) The leadership style of managers within the organization. 
d) The degree of teamwork and cooperation. 
e) The career opportunities and personal development. 
Importantly, a summary of the findings of the surveys should be fed back to 
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the staff. Together with action which will be taken as a result of the survey, this can 
prove that the exercise had been worthwhile. 
For customer satisfaction, one of the best source to get customer feedback is 
through complaining customers. Each month, 20% of customers who have had a 
complaint revolved in that month can be randomly selected and a letter with 
questionnaires concerning the experience will be mailed to them. The questionnaires 
received can then be coded in respect of the customer's original problem. This 
allows the analysis of the degree of satisfaction expressed by the customer relative to 
the product of service. By doing this continuously would enable the company to 
produce a more detailed picture of how satisfied the customers are，not only as a 
snap shot in time, but as a trend. 
However, to enable an effective use of quality measurement system. It should 
be well developed and used by employees. Therefore, all employees should receive 
training on the development and use of measurement tools which include tools used 
for data collection, analysis and charting. Moreover, more visual aids that help 
communicating the measurements and results should be used. For example, the 
measurement charts help management to communicate more effectively by providing 
a clear picture of goals, targets and actual current performance and trends. This type 
of tools should be used and displayed in working areas so that they are highly visible 




There are certain limitations when conducting this research. Firstly, to 
measure the effects of TQM needs a longitudinal study on the company's performance 
in various aspects. This requires measurements on performance indicators over a 
certain period of time. However, due to the time constraints of this project, this type 
of longitudinal study is not feasible. Moreover, since Chase Bank has adopted TQM 
for only 3 years, the measurement system has not yet completed and the results are 
not available. 
However, by looking at the case study, there are still some lessons learned that 
can be applied to companies which are, or are going to be, on their ways to 
implement TQM. 
First of all, senior management must be committed to quality change. They 
are considered as role models by the employees and they should involved in the 
process visibly and explicitly. 
Secondly, a company making commitment to quality must realize that it will 
require some initial investment. They should provide adequate training for employees 
and that is an investment in both financial and human resources. 
The company must also be patient with the quality process because the results 
do not come quickly. There are always some people within the organisation who 
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refuse to change. Moreover, a successful implementation requires continuous self-
examination and review of people and processes to prevent errors. 
The TQM program must be well planned and developed to support a strategic 
direction. Quality improvement team alone cannot solve all the quality problems in 
a company. As seen in the case, if the quality improvement teams do not follow the 
company's strategic direction, their efforts may be spent on unimportant factors for 
business success. 
Finally, all people within the organization must realize that quality 
improvement is a continuous process. Every time the company improves, so does the 
competition, and the customer expectation also increases. Therefore, continuous 
improvement is essential to TQM. 
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APPENDIX 1 
What is ISO 9000 
ISO 9000 series is a series of internationally recognized quality standards setting out 
a list a features and characteristics which should be present in an organization's 
quality management system. It was published by the International Organization for 
Standardization (ISO) in 1987 and was based on the British Standard 5750 quality 
system stand^ds. 
There are five individual standards in the ISO 9000 series. 
1. ISO 9000: is a guide to the selection and use of the appropriate part of the 
ISO 9000 series. 
2. ISO 9001: relates to quality specifications for design / d e v e l o p m e n t , 
production, installation and servicing. 
3. ISO 9002: covers production and installation. 
4. ISO 9003: specifies the quality system to be used in final inspection and test 
procedures. 
5. ISO 9004: is a guide to overall quality management and the quality system 
elements within the ISO 9000 series. 
To obtain the ISO 9000 certification, a third party audit of the quality system of the 
company is needed. The Hong Kong Quality Assurance Agency (HKQAA) was 
established by the Government in 1989 to provide this type of service to Hong Kong 
companies. HKQAA operates the Hong Kong Quality Assurance Certification 
Scheme. This scheme is applicable to manufacturing and processing companies, 
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contracting firms and trading/service companies. Up until March 1994, a total of 179 
companies have been certified by HKQAA and they are listed in a ’Register of 
Certified Companies' . 
At the end of September 1993, the relative distributions of organisations which have 
developed a keen interest in ISO 9000: 
Industry Sector 
Electrotechnical 24% 
Chemical & pharmaceutical 3% 
Building and construction 26% 
Toy 5% 
textile and garment 
Mechanical engineering ^ 
Printing ^ 
Optical 1% 
Watch and clock 
Software -




HKMA Quality Award Criteria Framework 
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The Framework has Four Basic Elements 
Driver Strategic planning & leadership creates the values, vision, goals 
and systems and then guides the sustained pursuit of quality. 
System This comprises a set of well-defined and well-designed processes 
that aim to exceed customer expectation. 
Goal The basic aim of a company to gain market-share, increase customer 
satisfaction. 
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APPENDIX 2 
Problem Solving Process 
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Quality Improvement Process 
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APPENDIX 5 
Deming's 14 principles 
1. Constancy of purpose 
Create constancy of purpose by continual improvements of products and 
services. 
2. Adopt a new philosophy . We can no longer live with the commonly accepted levels of delays, mistakes, 
defective materials and defective workmanship. 
3. Cease dependence on inspection 
Eliminate the need for mass inspection as a way to achieve quality by building — 
quality into the product in the first place. 
4. End 'lowest tender' contract 
End the practice of awarding business solely on the basis of the pnce tag. 
Eliminate the suppliers who do not qualify with statistical evidence of quality. 
Aim to minimize total, not only initial, cost. 
5. Continual improvement . 
Improve constantly and forever every process for planning, production and 
service. Search continually for problems in order to improve every aspect of 
service. 
6. Institute training on the job 
Management should make better use of all employees. New skills are 
required to keep up with changes. 
7. Institute leadership 
Adopt and institute leadership aimed at helping people and machines do a 
better job. 
8. Drive our fear . 
Encourage effective, two-way communications and other means to dnve out 
fear through the organization. 
9. Break down barriers 
people in various areas must be encouraged to work together to solve 
problems. 
10. Eliminate exhortations 
11 • Eliminate targets 
Eliminate numerical quotas for workforce and numerical goals for 
management. 
12. Permit pride of workmanship . 
Remove the barriers that rob workforce and management of their right to 
pride of workmanship. 
13. Encourage education 
Institute education program and encourage self-improvement. 
14. Top management commitment . 
Clearly define top management's permanent commitment to ever improving 
quality and productivity. 
47 
APPENDIX 2 
Juran's 10 steps to quality improvement 
1. Build awareness of the need and opportunity for improvement. 
2. Set goals for improvement. 
3 Organize to reach those goals, for example, establish a quality council, 
identify problems, select projects, appoint teams and designate facilitators. 
4. Provide training. 
5. Carry out projects to solve problems. 
6. Report progress. 
7. Give recognition. 
8. Communicate results. 
9. Keep score. 
10. Maintain momentum by making improvement part of the annual systems and 
processes of the c o m p a n y . , 
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APPENDIX 2 
Crosby's 14 steps to quality improvement 
1. Make it clear that management is committed to quality. 
2. Form quality improvement teams with representatives from each department. 
3. Determine where current and potential quality problems lie. 
4. Evaluate the cost of quality and explain its use as a management tool. 
5. Raise the quality awareness and personal concern of all employees. 
6. Take action to correct problems identified through previous steps. 
7. Establish a committee for the zero defects program. 
8. Train supervisors to actively carry out their part of the management 
improvement program. 
9. Hold a 'zero detects day’ to let all employees realise that there has to be 
change. 
10. Encourage individuals to establish improvement goals for themselves and their 
groups. 
11. Encourage employees to communicate to management the obstacles they face 
in attaining their improvement goals. 
12. Recognise and appreciate those who participate. 
13. Establish quality councils to communicate on a regular basis. 





Malcolm Baldrige Awards 
Assessment system 
The Award criteria is weighted with a numerical score which totals 1000 points. 
There are seven major categories which are described below with their relative 
weights. 
1. Leadership - 9.5% 
2. Information and Analysis - 7.5% 
3. Strategic Quality Planning - 6% 
4. Customer Focus and Satisfaction - 30% 
5. Quality and operational results - 18% 
6. Human Resource Development and Management - 15% 
7. Management of Process Quality - 14% 
Higher scorers usually have the following characteristics: aggressive business goals, 
benchmarks/response time drivers, proactive customer systems, quantitative 
orientation major human resource investments and initiatives, results clearly 
associated with approach and deployment, concern for the customer everywhere. 
Lower scorers have the following;, passive leadership, reactive customer systems， 
limited measures/benchmarks, "plateaus", partial quality systems, lack of evaluation -
change cycles, limited integration. 
Core Values and Concepts 
1 Customer-driven quality: product/service attributes that contribute value to the 
. customer, lead to customer satisfaction and are linked to quality systems. 
2 Management by fact: setting, controlling and changing products, systems and 
. processes must be based upon reliable, timely information and analysis. Key 
consideration: setting measurable characteristics of products, processes and 
operations. These measurable characteristics must link to customer 
requirements and satisfaction as well as to operating performance. 
3 Continuous improvement: well-defined approach for improvement, improve 
. products/service, reduced errors/defects, improved responsiveness and cycle 
time, improved productivity and efficiency. 
4. Respect for people: Fully committed, trained, involved workforce, 
• compensation and recognition approaches must reinforce full participation 
5. Leadership: clear, visible values, goals that lead to success, well-defined 
. systems and methods, executive personal involvement and direction. 
50 
6 Fast Response: competitive market demand ever-shorter product/service 
introduction cycles and more and more rapid responses to customers. 
7. Prevention: process emphasize error/fault prevention, product design consider 
fault-tolerant and robust designs. 
8. Long-Range Outlook: Future-directed orientation, long-term commitments to 
customers, employees and suppliers. 
9 partnership development: seek to build internal and external partnerships, 
. labour-management cooperation, suppliers and cus tomers， fuca t ion 
institutions, win-win relationships for long-term and short-term needs. 
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